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Using the SAI to build a comprehensive Professional development plan

P
rofessional development that improves 

teaching and student learning meets 

research-based standards to ensure 

high-quality educator learning experi-

ences. Since the quality of professional learning 

affects its results, many states, districts, and schools 

want to measure the effectiveness of their profes-

sional development to make targeted improvements. 

However, few valid and reliable instruments are 

available to provide this information. 

	 The Standards Assessment Inventory (SAI) helps 

schools and districts assess how well their profes-

sional learning practices align with the National Staff 

Development Council’s Standards for Staff Develop-

ment. The results can help educators focus on ways 

to improve the quality of their professional learning 

and create overall school improvement that contrib-

utes to student achievement.

	 NSDC partnered with SEDL, a national educa-

tion research laboratory, to design and produce a valid 

instrument that reliably measures how well a school’s 

practices meet the definition of high-quality profes-

sional development. The SAI measures each of the 12 

standards with five questions. The completed instru-

ment provides data that educators can use to identify 

areas of strength and areas that need improvement. 

	 Evaluation is an essential component of good 

practice. The SAI allows users to see the overall 

picture of professional development that exists in 

their school, to craft a plan for improvement, and to 

measure progress toward goals.

	 Using the SAI results along with processes and 

strategies included in this document, schools can de-

termine their next steps in planning for continuous 

professional learning focused on increasing student 

achievement.

Using the SAI
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T
he Standards Assessment Inventory (SAI) 
measures how well NSDC’s Standards 
for Staff Development are being imple-
mented. Measuring implementation is 

an important element in ensuring that professional 
development continues to improve so that stu-
dent learning can improve. Indeed, each of the 12 
standards begins with the same phrase: Staff develop-
ment that improves the learning of all students…
This phrase affirms NSDC’s belief that districts and 
schools that invest in effective professional develop-
ment improve student learning. The phrase also reaf-
firms that strong and effective teacher learning and 
new classroom practices are necessary before student 
learning can improve. 
	 The 12 standards are listed on p. 5. The stan-
dards are organized into three categories: context, 
process, and content. To create professional develop-
ment that improves teacher and student learning, 
all three areas need to be addressed simultaneously. 
Context encompasses the organizational culture 
and climate that support learning, leadership that 
builds collaboration, and a support system that 
provides time and other resources. Planning, de-
signing, implementing, and evaluating professional 
development constitute process. Content comprises 
the knowledge and skills staff members need to 
learn and use in their classrooms. Effectively imple-
menting new programs and practices requires that 
professional development be an integral part of an 
improvement plan through ongoing, organizational 

support for professional learning. 
	 These standards also redefine professional devel-
opment and emphasize the importance of results-
driven, collaborative, job-embedded professional 
development. Research has identified characteristics 
of effective professional development. These charac-
teristics include learning that is:

Collaborative or team-based;•	
Continuous (45 to 80 hours on a single focus);•	
Job-embedded, occurring during the workday •	
and the work week.
Aligned with student needs based on data analy-•	
sis;
Aligned with the school’s content standards, as-•	
sessments, and curriculum;
Continually supported in order for classroom •	
implementation to be effective.

 	 One of the goals of professional development is 
to have new strategies be implemented. Job-embed-
ded, collaborative forms of professional learning are 
more effective than traditional workshops in trans-
ferring learning into practice. Research has found 
that the typical “workshop” format results in very lit-
tle classroom implementation of new practices (5% 
to 10%) unless teachers also experience classroom-
based coaching or follow-up. Professional develop-
ment has been redefined to emphasize school-based 
teams whose members collaborate to learn content, 
plan lessons, and support one another’s implemen-
tation of new classroom practices. Team members 
support and help each other as they examine student 

Align with the National Staff Development 
Council (NSDC) standards1
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work to determine the impact of their instruction, as 
well as their focus for further professional learning. 
	 For schools to get a return on their investment 
in professional development, professional develop-
ment planning and implementation need to change. 
One change is that professional development 
becomes school-based. School-based professional 
development is necessary because each school within 
a system is different, and those differences need to be 
reflected in teachers’ professional learning. Student 
needs will differ among schools, as will educators’ 
levels of experience or background knowledge. In 
professional development, one size does not fit all. 
	 Principals and school improvement or leader-
ship teams need the capacity to develop collaborative 
cultures that sustain and support teachers’ use of new 
practices. The school needs support and assistance 
from central office staff to prepare administrators 
and teachers to use a variety of data to determine the 
focus of professional learning, to build collaboration 
skills and structures, to use job-embedded professional 
development designs, and to have the skills to pro-

vide teachers with long-term support for using new 
classroom practices. The central office is an essential 
partner for schools creating powerful professional 
development that impacts both students and teachers. 
	 The Standards Assessment Inventory (SAI) identi-
fies how well a school and district are implementing 
NSDC’s Standards for Staff Development. Each 
standard is reflected on the SAI by five questions. A 
tool for analyzing the SAI follows. Rather than analyz-
ing the results according to individual standards, the 
tool focuses on a set of NCLB Section 2141 planning 
requirements (see box). Each planning requirement is 
listed at the top of the page introducing that section, 
followed by a brief explanation of that step and its 
relationship to NSDC’s standards. The related survey 
questions for that planning step are listed, with space 
for central office staff to record the percentage of 
survey responses. Questions may come from multiple 
standards; standards are indicated at the end of each 
question. The tool also suggests next steps for address-
ing that question and related articles and books for 
district staff seeking more information. 

NCLB Section 2141comprehensive professional development planning requirements

1. 	T he comprehensive plan aligns with NSDC’s Standards for Staff Development.

2. 	T he comprehensive plan includes a needs assessment based on multiple sources of student 

data.

3.	T he comprehensive plan includes a needs assessment based on multiple sources of educator 

data.

4. 	T he comprehensive plan includes student learning goals that are based on data analysis.

5. 	T he comprehensive plan includes educator learning goals that are linked to student learning 

goals.

6. 	T he comprehensive plan uses strategies, programs, and practices selected because of re-

search-based evidence of their effectiveness.

7. 	T he comprehensive plan uses a variety of job-embedded professional development models 

tied to desired outcomes.

8. 	T he comprehensive plan establishes a clear timeline that is reasonable and attainable.

9. 	T he comprehensive plan includes an evaluation plan to measure the effect of professional 

development.
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NSDC’s Standards for Staff Development

Context Standards

Staff development that improves the learning of all students…
Organizes adults into learning communities whose goals are aligned with those of the •	
school and district. (Learning Communities)
Requires skillful school and district leaders who guide continuous instructional improve-•	
ment. (Leadership)
Requires resources to support adult learning and collaboration. (•	 Resources)

Process Standards

Staff development that improves the learning of all students…
Uses disaggregated student data to determine adult learning priorities, monitor progress, •	
and help sustain continuous improvement. (Data-Driven)
Uses multiple sources of information to guide improvement and demonstrate its impact. •	
(Evaluation)
Prepares educators to apply research to decision making. (•	 Research-Based)
Uses learning strategies appropriate to the intended goal. (•	 Design)
Applies knowledge about human learning and change. (•	 Learning)
Provides educators with the knowledge and skills to collaborate. (•	 Collaboration)

Content Standards

Staff development that improves the learning of all students…
Prepares educators to understand and appreciate all students; create safe, orderly and •	
supportive learning environments; and hold high expectations for their academic 
achievement. (Equity)
Deepens educators’ content knowledge, provides them with research-based instructional •	
strategies to assist students in meeting rigorous academic standards, and prepares them to 
use various types of classroom assessments appropriately. (Quality Teaching)
Provides educators with knowledge and skills to involve families and other stakeholders •	
appropriately. (Family Involvement)
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Agenda: Option 1

Purpose:	T o analyze NSDC’s Standards Assessment Inventory (SAI) and determine next steps to  

		  improve professional development within the district

Materials:	F requency Count by Standard Question report from the SAI results packet

		D  etails report from the SAI results packet

		  SAI Worksheets (from this packet)

		O  ne Summary of SAI Results, enlarged to poster size 

Time:	 60 to 90 minutes, depending on the group’s size 

Directions:

1.	B egin with a brief overview of NSDC’s Standards for Staff Development (see p. 5) and the SAI. 

While the SAI is organized according to the standards, this analysis is based on nine planning 

requirements (see p. 4).

2.	D ivide into small groups. 

3.	A ssign each group a single component or approximately six questions. (For example, one small 

group could address Components 2, 4, and 5; a second group could address Component 6; a third 

group could address Component 3; a fourth group might take half of Component 7; etc.)

4.	A sk each small group to use the Frequency Count by Standard Question report and the Details 

report to find and record the average score and percentage of “never,” “seldom,” “sometimes,” “fre-

quently,” and “always” responses for each question in the group’s section. Note: The parentheses at 

the end of the question indicate the name of the standard to which the group should refer to find 

results. Results are organized according to the standards, not in numerical order. 

5.	H ave the group determine composite scores for the group’s assigned questions.

	 a.	 Never, seldom, and sometimes percentages comprise the needs attention category.

	 b.	 Frequently falls in the progressing category.

	 c.	 Always is the skilled category.

6.	H ave each small group highlight any results in which needs attention is 50% or higher.
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7.	A sk groups to note any categories in which the progressing and skilled categories are 60% or 

more, and then to circle any question in which the progressing category is larger than the skilled 

category. See the sample on pp. 12-13. 

8.	A sk groups to transfer their results to the enlarged, poster-sized Summary Sheet.

9.	A sk the large group to reflect together by considering: 

What strengths do you see in these results?a.	

What needs do you see in these results?b.	

What are some surprises?c.	

What questions do you have?d.	

What are some possible next steps you think should happen?e.	

What are some next steps provided within the worksheets which might work within your  f.	

	 setting?

10.	A sk each person to indicate on an index card (or verbally, depending on the group’s size) one or 

two priority areas that he/she believes needs to be addressed to improve professional develop-

ment within the district. 
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Agenda: Option 2

Purpose:	  To analyze NSDC’s Standards Assessment Inventory (SAI) and determine next steps to  

		  improve professional development within the district

Materials:	F requency Count by Standard Question report from the SAI results packet

		D  etails report from the SAI results packet

		  SAI Worksheets (from this packet)

		O  ne summary of SAI Results for each participant

		O  ne Summary of SAI Results, enlarged to poster size 

Time:	 60 to 90 minutes, depending on group size 

Directions:

1.	B egin with a brief overview of NSDC’s Standards for Staff Development (see p. 5) and the SAI. While 

the SAI is organized according to the standards, this analysis is based on nine planning require-

ments (see p. 4). 

2.	C omplete the poster-sized Summary Sheet.

3.	D ivide into smaller groups, and provide each group a summary sheet, Frequency Count by Stan-

dard Question report, and Details report.

4.	A ssign each group a single component or approximately six questions. (For example, one small 

group could address Components 2, 4, and 5; a second group could address Component 6; a third 

group could address Component 3; a fourth group might take half of Component 7; etc.)

5.	A sk each small group to use the Frequency Count by Standard Question report and the Details 

report to find and record the average score and percentage of “never,” “seldom,” “sometimes,” “fre-

quently,” and “always” responses for each question in the group’s section. Note: The parentheses at 

the end of the question indicate the name of the standard to which the group should refer to find 

results. Results are organized according to the standards, not in numerical order. 

6.	H ave the group determine composite scores for the group’s assigned questions.

	 a.	 Never, seldom, and sometimes percentages comprise the needs attention category.

	 b.	 Frequently falls in the progressing category.

	 c.	 Always is the skilled category.
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7.	H ave groups transfer their results to the poster-size Summary Sheet.

8.	A sk the group to reflect on the results.

Discuss specific questions in which responses fall in either the high or low range.•	

Identify patterns or trends within the data. For example, is an entire category low or high?•	

Identify any questions in which •	 progressing is high even though needs attention is low.

Review specific questions of particular interest. For example, if the district has been focusing  •	

	 on data analysis, what do the results in this category show?

What are some next steps to take?•	

9.	A sk each group to review the SAI worksheets for the group’s set of questions. Each should consider 

the suggested “next steps” and identify actions appropriate to the district. 

10.	A sk groups to share any next steps they identified from the worksheets with the whole group.
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Directions:

1. 	 Use the Frequency Count by Standard Question report to record the percentage of educators who 
responded at each value level. The questions you will analyze are organized not in numerical order, but ac-
cording to the standard under which they fall. After each question, the name of the standard to which the 
question is linked appears in parentheses. 

	 For example, for question #12: Teachers at our school learn how to use data to assess learning needs 
(Data-Driven), responses will be found in the Data-Driven component of the results. 

The standards are provided in this sequence:
Learning Communities		  7.	 Design1.	
Leadership		  8.	 Learning2.	
Resources		  9.	 Collaboration3.	
Data-Driven		  10.	Equity4.	
Evaluation		  11.	Quality Teaching5.	
Research-Based		  12.	Family Involvement6.	

2. 	 Use the Details page to record the average response value for each question.

3. 	 Reconfigure the percentages into three categories. Combine results for “never,” “seldom,” and “sometimes” 
into the single category needs attention. Transfer the results for “frequently” into the progressing cat-
egory. Transfer the results for “always” into the skilled category.

4. 	 If the needs attention category is 50% or greater, the school should address the issue described in the 
question.

5. 	 If the progressing and skilled categories are 60% or more, determine whether progressing is a greater 
percentage than skilled. (See the sample, pp. 12-13, #57 & #5.) If progressing has a significantly higher 
percentage, the issue addressed in the question is likely an area of need. 

6. 	 Review the Next Steps section of each component to consider ways the school might address needs iden-
tified through the Standards Assessment Inventory (SAI). These ideas are possible strategies to consider. 
The school does not need to do all of the options. 

7. 	 Consider additional resources to gain knowledge. Each component includes a list of articles and books for 
more information. Many of these articles can be found on the public side of the National Staff Develop-
ment Council web site at www.nsdc.org. The complete set of articles is available with NSDC member-
ship. 
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Establish a clear timeline that is reasonable and 
attainable

M
any studies have focused on the 
amount of time it takes individuals 
to learn and use new instructional 
strategies at a high level of quality 

in the classroom. The most effective professional 
development occurs over a period of several years in 
order to support teachers’ use of the new strategies or 
curriculum. Depending on how different new prac-
tices are from current practices, teachers and princi-
pals may take two to three years to use new strategies 
consistently and with high quality. A number of 
activities occur during this period. Educators need: 

To develop knowledge about the new practices •	

through training, online or traditional courses, 
study groups, or other means;
Time to develop lessons, collect necessary mate-•	
rials, and gather or create curriculum units. 
Support to use the new strategies with students, •	
problem-solve barriers to implementation, and 
examine student work to determine the effect on 
student learning. 

Ongoing support and assistance are critical. Support 
can come from peers working in learning teams, 
from study groups, or from an instructional coach. 
Leaders adjust support based on formative evalua-
tions of professional development.

sample worksheet

8
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#5: We have opportunities to practice new skills gained during staff development. (Learning)  

% of school 
responses

composite 
scores

next steps

Never              0% 

12%

Needs 

attention

Support teachers as they practice new classroom •	
strategies or curriculum materials by providing an 
instructional coach, an external expert, or a consultant.
Ask learning teams to log their use of new practices or •	
programs and to submit those logs quarterly along with 
a list of specific supports they need to implement the 
new practices.
Identify specific classroom practices learning teams •	
will focus on, and create a plan of how to support each 
member’s use of those new practices in the classroom.
Clearly describe new practices in operation. Find or •	
create Innovation Configuration maps for the desired 
classroom practices.

Seldom             0%      

Sometimes      12%

Frequently      70% 70%
Progressing

Always             18% 18%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

#57: When we adopt school improvement initiatives, we stay with them long enough to see if 
changes in instructional practice and student performance occur. (Design)  

% of school 
responses

composite 
scores

next steps

Never              0% 

33%

Needs 

attention

Provide opportunities for teachers to learn about •	
new instructional strategies, and provide support for 
implementing those strategies over two to three years.
Develop administrator and school improvement team •	
knowledge of the change process and how to provide 
ongoing support and assistance.
Work with regional agencies or state departments to •	
create Innovation Configuration maps that describe 
high-quality implementation of new practices or 
programs.
Monitor progress and use of new instructional •	
strategies using nonevaluative walk-throughs or 
Innovation Configuration maps.

Seldom            0%      

Sometimes       33%

Frequently       64% 64%
Progressing

Always             3% 3%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

sa
m

ple w
o

rksh
eet
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#16: We receive support implementing new skills until they become a natural part of 
instruction. (Learning)  

% of school 
responses

composite 
scores

next steps

Never                0% 

67%
Needs 

attention

Secure an instructional coach to conduct classroom •	
demonstration lessons, observations, and feedback on 
new skills. 
Develop coaching skills among learning team •	
members.
Create a timeline for using new strategies that extends •	
over two to three years, and provide materials and 
ongoing support for new strategies.
Collect strategies that provide teachers with ongoing •	
support for using new classroom practices, such as the 
Concerns-Based Adoption Model (CBAM).

Seldom             9%      

Sometimes      58%

Frequently      27% 27%
Progressing

Always              6% 6%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

#23: My school structures time for teachers to work together to enhance student learning. 
(Collaboration)  

% of school 
responses

composite 
scores

next steps

Never                0% 

54%
Needs 

attention

Reconfigure work schedules so staff members have •	
uninterrupted time to work collaboratively to build 
and use instructional skills. 
Ensure that learning teams use their time to support •	
each member’s use of new practices, problem solve 
barriers to implementation, and examine student 
work for evidence of professional learning’s impact on 
student achievement.

Seldom             6%      

Sometimes      48%

Frequently       45% 45%
Progressing

Always              0% 0%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

sa
m

ple w
o

rksh
eet
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SAI Worksheets
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P
lanning effective professional develop-
ment requires using varied data sources 
to determine areas of focus. By access-
ing multiple data sources, school leaders 

can search for patterns or trends across many types 
of student learning data and identify needs based 
on student learning goals. The principal and school 
leadership team need to examine data in addition to 

state standardized test results, including interim as-
sessments, common assessments developed by grade-
level or content-area teams, rubrics that provide 
analyses of student work, and additional standard-
ized assessments. When multiple data sources indi-
cate a common issue, that common factor is likely to 
be a critical school need.

Include a needs assessment based on multiple 
sources of student data

#12: Teachers at our school learn how to use data to assess learning needs. (Data-Driven)

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Develop teachers’ and grade-level teams’ skills so they •	
are able to analyze various student data (i.e. Arizona’s 
Instrument to Measure Success [AIMS]; interim 
assessments; common assessments development 
by grade-level teams; student work analyzed using 
rubrics).
Examine alternative school schedules to consider •	
modifications that would provide time for teachers 
at different grade levels to have conversations based 
on student learning data and to identify common 
patterns or trends about student learning needs
Identify current levels of and develop trust among •	
grade-level teams so that teachers feel safe sharing 
student results with their peers.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____%
_____%

Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

2
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#50: Teachers analyze classroom data with each other to improve student learning.  (Data-Driven)

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Build a work schedule so that grade-level teams can •	
regularly work together to analyze student learning 
data (at least once a month).
Provide resources and time so that grade-level teams •	
can plan lessons and units based on their analysis of 
student work.
Build teachers’ collaborative skills so that they can •	
work effectively with each other in grade-level or 
content-area teams. 

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4
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For more information about analyzing student data

Articles

	 Lammi, K. (2006, May). Measures that matter. 
The Learning System, 1(8), 1, 6-7.
	 Love, N. (2004, Fall). Taking data to new 
depths. JSD, 25(4), 22-26.
	 Richardson, J. (2000, Oct./Nov.). The num-
bers game: Measure progress by analyzing data. Tools 
for Schools, 4(2), 1-2.
	 Richardson, J. (2005, Oct.). 8 steps to im-
provement: Indiana district examines student data 
and adjusts instruction. The Learning System, 1(2), 1, 
6-7. 
	 Roy, P. (2008, Feb.). A data dilemma. The 
Learning System, 3(5), 3.
	 Steele, J.L. & Boudett, K. (2008, March). 
With the right strategies, data analysis bears fruit. 
The Learning Principal, 3(6), 1, 6-7.

Books

	 Bernhardt, V. (2003). Using data to improve 
student learning in elementary schools. Larchmont, 
NY: Eye on Education.

	 Bernhardt, V. (2004). Using data to improve 
student learning in middle schools. Larchmont, NY: 
Eye on Education.
	 Bernhardt, V. (2005). Using data to improve 
student learning in high schools. Larchmont, NY: Eye 
on Education.
	 Bernhardt, V. (2006). Using data to improve 
student learning in school districts. Larchmont, NY: 
Eye on Education.
	 Holcomb, E.L. (1999). Getting excited about 
data: How to combine people, passion, and proof. 
Thousand Oaks, CA: Corwin Press.
	 Love, N. (2002). Using data/getting results: A 
practical guide for school improvement in mathematics 
and science. Christopher-Gordon: Norwood, MA. 
	 Pete, B. & Sambo Duncan, C. (2004). Data! 
Dialogue! Decisions! The data difference. Corwin Press: 
Thousand Oaks, CA.
	 Wellman, B. & Lipton, L. (2004). Data-driven 
dialogue: A facilitator’s guide to collaborative inquiry. 
Guilford, VT: Mira Via.
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T
he typical needs assessment survey gath-
ers information on what teachers would 
like to learn — not necessarily on what 
students need to know and be able to do. 

To ensure that professional development is focused 
on student needs, planners need multiple sources 
of data about teacher needs related to professional 
development. Assessments should focus on teacher 

knowledge and skills, as well as current classroom 
practices. Over a long-term program of two to three 
years, the data also may be useful for monitoring 
teacher use of new strategies and curriculum. These 
data are designed to focus professional development 
on educator needs and address those needs through 
differentiated professional development for both 
teachers and administrators. 

Include a needs assessment based on multiple 
sources of educator data

#30: Our school uses evaluations of professional development outcomes to plan for 

professional development choices.  (Data-Driven)

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Ensure the school improvement team or principal has •	
tools to collect formative assessment data related to 
professional development goals.
Create a school learning environment where it is safe •	
for educators to discuss how frequently and how well 
they are using new instructional strategies.  
Ensure that the school improvement team and •	
principal know and understand strategies for 
monitoring the quality of implementation of new 
classroom practices.
Ensure that the school improvement team or principal •	
know about a variety of ongoing support strategies 
that can sustain educators while they learn to 
implement new classroom practices.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____%

_____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

3
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#50: Teachers analyze classroom data with each other to improve student learning.  (Data-Driven)

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Develop and support teachers’ use of various protocols •	
such as the Tuning Protocol or other strategies so they 
are able to collaboratively review student work.
Create a schedule that allows grade-level teams time to •	
meet during the instructional day to discuss student 
learning needs based on data.
Help teachers learn collaborative skills.•	
Build a culture of trust so that teachers feel safe to •	
share information about their students’ work.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

#39: Teachers use student data to plan professional development programs. (Data-Driven)

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Provide opportunities for teachers to learn to use •	
collaborative skills when working with colleagues.
Ensure learning or grade-levels teams have time •	
to analyze their students’ achievement results and 
to identify their own learning needs in relation to 
student needs.
Explore structured conversation formats called •	
protocols that focus on ways to analyze data.
Ensure educators have timely access to student data.•	

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4
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Using the SAI to build a comprehensive Professional development plan

#52: Teachers’ prior knowledge and experience are taken into consideration when designing 

staff development at our school. (Design)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Survey teachers’ current knowledge about new •	
practices or programs.
Create clear descriptions of what new programs or •	
practices look like when they are implemented with 
high quality, and use the descriptions to determine a 
starting point for professional development.
Use classroom walk-through results to determine •	
what teachers currently do in the classroom and to 
determine next steps for professional development. 

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4
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Articles

	 Bernhardt, V. (2000, Winter). Intersections: 
New routes open when one type of data crosses 
another. Journal of Staff Development, 21(1), 33-36.
	 Hirsh, S. (2003, Dec./Jan.). Data tell a school’s 
full story. Results, 3, 3.
	 Love, N. & Timbs, D. (2008, Oct.). Data 
teams help district close achievement gap. The Learn-
ing System, 4(2), 1, 6-7.
	 Pitler, H. with Goodwin, B. (2009, Dec./
Jan.). Classroom walk-throughs: Learning to see the 
trees and the forest. The Learning Principal, 4(4), 1, 
6-7.
	 Richardson, J. (2000, Oct./Nov.). The num-
bers game: Measure progress by analyzing data. Tools 
for Schools, 4(2), 1-2.
	 Richardson, J. (2005, Aug./Sept.). Focus 
groups zoom in close on school district’s concerns. 
Tools for Schools, 9(1), 1-3. 
	 Roy, P. (2005, Oct.). Principals model data 
analysis to make decisions. The Learning Principal, 
1(2), 3.
	 Roy, P. (2008, Feb.). A data dilemma. The 
Learning System, 3(5), 3.
	 Roy, P. (2008, Feb.). Extreme makeover: Needs 
assessment edition. The Learning Principal, 3(5), 3.
	 Roy, P. (2008, Oct.). What concerns do you 

For more information about teacher needs assessment data

have? The Learning Principal, 4(2), 3.
	 Roy, P. (2008, Oct.). Navigate the fluctuating 
undercurrents of change.  The Learning System, 4(2), 3.
	 Steele, J. & Boudett, K. (2008, March). With 
the right strategies, data analysis bears fruit. The 
Learning Principal, 3(6), 1, 6-7.

Books

	 Boudett, K., City, E., & Murnane, R. (Eds.). 
(2005). Data wise: A step-by-step guide to using assess-
ment results to improve teaching and learning. Cam-
bridge, MA: Harvard Education Press.
	 Holcomb, E.L. (2004). Getting excited about 
data: Combining people, passion and proof to maxi-
mize student achievement. Thousand Oaks, CA: 
Corwin Press.
	 Hord, S., Rutherford, W., Huling-Austin, L., 
& Hall, G. (2006). Taking charge of change. Austin, 
TX: SEDL.
	 Love, N. (2002). Using data/getting results: A 
practical guide for school improvement in mathematics 
and science. Norwood, MA: Christopher-Gordon.
	 McDonald, J.P., Mohr, N., Dichter, A., & 
McDonald, E.C. (2007). The power of protocols: An 
educator’s guide to better practice. New York: Teachers 
College Press. 
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Using the SAI to build a comprehensive Professional development plan

N
SDC’s standards suggest that the 
sequence needed to determine ap-
propriate and effective professional 
development involves three steps. First, 

thoroughly analyze a variety of student learning data. 
Determine both broad patterns and trends related to 
student learning needs and focus on details — down 

to the strand level — of specific learning needs. 
Next, analyze a variety of teacher learning needs. 
Finally, determine the focus and format of profes-
sional development using these analyses. Express 
student learning goals in a SMART goal format: The 
goal is Specific, Measurable, Attainable, Results-
oriented, and Time-bound. 

Include student learning goals based on data 
analysis

#22: We design improvement strategies based on clearly stated outcomes for teacher and 

student learning. (Design)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Involve most of the school’s educators in analyzing •	
a variety of student learning data, including but not 
exclusively Arizona’s Instrument to Measure Standards 
results. This analysis helps them understand student 
needs and how professional development relates to 
student learning.
State student learning goals within the school •	
improvement plan using a SMART goal format 
that is specific about the amount of improvement 
expected, how improvement will be measured, and the 
timeframe for accomplishing the goal. 
Use a SMART goal format to establish clear •	
implementation outcomes for educators related to the 
school’s professional development focus.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

4
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Articles

	 Love, N. (2004, Fall). Taking data to new 
depths. JSD, 25(4), 22-26.
	 Richardson, J. (2000, Oct./Nov.). The num-
bers game: Measure progress by analyzing data. Tools 
for Schools, 5(2), 1-2.
	 Richardson, J. (2007, Nov. /Dec.). Work 
smarter, not harder: SMART goals keep key objec-
tives in focus. Tools for Schools, 11(2), 1-2. 
	 Steele, J. & Boudett, K. (2008, March). With 
the right strategies, data analysis bears fruit. The 
Learning Principal, 3(6), 1, 6-7.

Books

	 Bernhardt, V. (2006). Using data to improve 
student learning in school districts. Larchmont, NY: 
Eye on Education.
	 Holcomb, E.L. (2004). Getting excited about data: 
Combining people, passion and proof to maximize student 
achievement. Thousand Oaks, CA: Corwin Press.
	 Love, N. (2002). Using data/getting results: A 
practical guide for school improvement in mathematics 
and science. Norwood, MA: Christopher-Gordon.
	 Pete, B. & Sambo, C. (2004). Data! Dialogue! 
Decisions! The data difference. Thousand Oaks, CA: 
Corwin Press.

For more information about developing student learning goals
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Using the SAI to build a comprehensive Professional development plan

N
SDC’s standards promote the idea that 
three steps help determine appropriate 
and effective professional development. 
The first step is thoroughly analyzing a 

variety of student learning data. The second step is 
analyzing teacher learning needs, including find-
ing out what educators already know about student 
learning needs or specific programs. This step as-
sumes that at least some faculty members probably 

already have background in the focus area or that the 
professional development might need to focus on 
supporting strong classroom implementation of new 
practices which teachers have learned about but have 
not yet implemented. The final step in the sequence 
is determining the focus and format of professional 
development for educators that aligns with student 
learning needs. 

Include educator goals that align with student 
learning goals5
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#22: We design improvement strategies based on clearly stated outcomes for teacher and 

student learning. (Design)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Help school-based staff determine their specific •	
learning needs related to student learning needs. What 
do teachers need to know and be able to do to affect 
the student learning goal? For example, if the students 
are not achieving well in discrete mathematics, 
educators should focus their professional learning 
on discrete mathematics — what it is, instructional 
strategies, curriculum materials, etc. 
Establish educator learning goals in a SMART •	
(Specific, Measurable, Attainable, Results-oriented, 
and Time-bound) goal format that includes a specific 
statement of the desired level of improvement, 
ways that improvement will be measured, and the 
timeframe.
Provide for internal or external experts to describe •	
essential knowledge, skills, and behaviors that 
educators need to develop to accomplish student 
learning goals. For example, “Teachers need to know 
how to use  Dynamic Indicators of Basic Early 
Literacy Skills (DIBELS) data to adjust instruction.” 
These statements of knowledge and skills can be 
used to determine what teachers need to learn to do 
through professional development.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4
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Using the SAI to build a comprehensive Professional development plan

#10: Our principal’s decisions on schoolwide issues and practices are influenced by faculty 

input. (Leadership)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Secure external or internal experts to describe the •	
essential educator knowledge, skills, and behaviors 
that are to be developed to help accomplish the 
student learning goal. A statement, for example, 
might be that teachers need to know how to use 
Dynamic Indicators of Basic Early Literacy Skills 
(DIBELS) data to adjust instruction. These statements 
of knowledge and skills can be used to determine 
what teachers need to learn to do through professional 
development.
Develop principal and school improvement team  •	
skills in collecting a variety of teacher learning needs 
data using walk-throughs, interviews, focus groups, or 
Concerns-Based Adoption Model (CBAM) strategies 
such as one-legged interviews, Stages of Concern 
survey, or open-ended responses. 

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

Sample learning goals
•	 TEACHER:  

By March, 2011, 100% of teachers will use graphic organizers during reading instruction as shown 
through data collected on walk-throughs.  

•	 STUDENT:  
By the end of this semester, all 8th-grade students will demonstrate at least 75% mastery on the 8th-
grade vocabulary interim assessment.
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Articles

	 Richardson, J. (2000, Oct./Nov.). The num-
bers game: Measure progress by analyzing data. Tools 
for Schools, 4(2), 1-2.
	 Richardson, J. (2007, Nov. /Dec.). Work 
smarter, not harder: SMART goals keep key objec-
tives in focus. Tools for Schools, 11(2), 1-2. 
	 Roy, P. (2008, Oct.). What concerns do you 
have? The Learning Principal, 4(2), 3.
	 Roy, P. (2008, Feb.). Extreme makeover: Needs 
assessment edition. The Learning Principal, 3(5), 3. 
	 Steele, J.L. & Boudett, K. (2008, March). 
With the right strategies, data analysis bears fruit. 
The Learning Principal, 3(6), 1, 6-7.

Books

	 Bernhardt, V. (2006). Using data to improve 
student learning in school districts. Larchmont, NY: 
Eye on Education.
	 Holcomb, E.L. (2004). Getting excited about data: 
Combining people, passion and proof to maximize student 
achievement. Thousand Oaks, CA: Corwin Press.
	 Killion, J. & Roy, P. (2009). Becoming a learn-
ing school. Oxford, OH: NSDC.
	 Love, N. (2009). Using data to improve learning 
for all: A collaborative inquiry approach. Thousand 
Oaks, CA: Corwin Press.
	 Pete, B. & Sambo, C. (2004). Data! Dialogue! 
Decisions! The data difference. Thousand Oaks, CA: 
Corwin Press.

For more information about teacher learning goals
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E
ffective professional development calls for 
a long-term, two- to three-year invest-
ment to develop educator knowledge, 
skills, and behaviors. Effective professional 

learning involves strategies, programs, or practices 
that evidence has shown improve student learning; 
schools need more than a statement that a selected 
program is “based on research.” The principal and 
school improvement team members need to identify 

specific research on the program’s impact on achieve-
ment. In an analysis of the effectiveness of more than 
496 nationally-known programs, reviewers found 
that only 5% had collected evidence of impact on 
student learning. When considering any new pro-
gram, ask: What evidence do you have of its impact 
on student learning? What were the characteristics 
of the student population? How many students were 
assessed? 

Use research-based evidence to select strategies, 
programs, and practices

#4: Our school uses educational research to select programs. (Research-Based)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Develop the principal’s and school improvement •	
team’s skills for reviewing educational research.
Identify and use web-based research clearinghouse •	
sites that provide research about programs and 
practices.
Create a decision-making procedure that requires •	
professional development planners to examine 
educational research as a major component of any 
initiative.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

6
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#14: We make decisions about professional development based on research that shows 

evidence of improved student performance.  (Research-Based)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Ensure that learning team leaders are skilled at •	
reviewing educational research and can support the 
team’s work with appropriate  research. 
Become familiar with Robert Marzano’s meta-analysis •	
of research on instructional strategies, effective 
schools, classroom management, etc..

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

#21: When deciding which school improvement efforts to adopt, we look at evidence of 

effectiveness of programs in other schools.  (Research-Based)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Arrange a site visit to local districts or schools where •	
potential programs have been implemented.
Establish a standardized set of questions concerning •	
research evidence to ask when considering any 
program or new practice. 
Learn about action research so that school staff can •	
determine the effectiveness of new programs or 
practices on student learning.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4
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#36: When considering school improvement programs, we ask whether the program has 

resulted in student achievement gains. (Research-Based)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Collect addresses for web-based research clearinghouse •	
sites that provide research about programs and 
practices.
Establish a standardized set of questions concerning •	
research evidence to ask when considering any 
program or new practice. 
Determine the impact on student learning and •	
the demographics of the student population when 
considering any new program.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

#41: The school improvement programs we adopt have been effective with student populations 

similar to ours.  (Research-Based)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Develop skills needed to review educational research.•	
Collect addresses for web-based research clearinghouse •	
sites that provide research about programs and 
practices.
Determine the impact on student learning and •	
the demographics of the student population when 
considering any new program.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4
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Articles

	 Chadwick, K., Howley, C., & McClure, C. 
(2007, Nov.). The good, the bad, and the irrelevant: 
A brief guide to education research. The Learning 
System, 3(3), 1, 6-7. 
	 Guskey, T. (1998, Fall). The age of our 
accountability. Journal of Staff Development, 19(4), 
36-44.
	 Hirsh, S. (2009, Feb.). Landmark study 
examines U.S. professional learning. The Learning 
Principal, 4(5), 1, 6-7.
	 National Staff Development Council. (2007, 
Nov.). NSDC tool: Reading research. The Learning 
System, 3(3), 4-5.
	 Roy, P. (2006, March). Let’s be practical. The 
Learning Principal, 1(6), 3. 
	 Roy, P. (2006, March). Are new programs 
worthy of your time and resources? The Learning 
System, 1(6), 3. 

Books

	 Killion, J. (1999). What works in the middle: 

Results-based staff development. Oxford, OH: NSDC.
	 Killion, J. (2002). What works in the high school 
grades: Results-based staff development. Oxford, OH: 
NSDC and NEA.
	 Killion, J. (2002). What works in the elementary 
grades: Results-based staff development. Oxford, OH: 
NSDC and NEA.
	 Marzano, R., Pickering, D., & Pollack, J. 
(2001). Classroom instruction that works: Research-
based strategies for increasing student achievement. 
Alexandria, VA: ASCD. 
	 Marzano, R., Marzano, J., & Pickering, D. 
(2003). Classroom management that works: Research-
based strategies for every teacher. Alexandria, VA: 
ASCD.

Web sites

http://whatworkshelpdesk.ed.gov/identify.asp
	 What Works Clearinghouse has an online, 
evidence-based education help desk that includes 
resources to allow users to identify and implement 
evidence-based interventions. 

For more information about research-based evidence of 
effectiveness
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N
SDC’s standards promote collaborative, 
job-embedded professional learning 
that is continuous. Collaborative, 
job-embedded strategies result in more 

implementation of new practices than the traditional 
workshop. Job-embedded strategies occur more fre-
quently but for shorter periods of time. For example, 
a learning team of grade-level teachers meets daily 

or three times a week to analyze student work or 
interim assessment results, to plan how to reteach 
or accelerate learning, to plan new lessons or units, 
and to coach each other in the use of new practices 
or materials. A district’s professional development 
plan might support effective professional learning by 
increasing the capacity of school faculty and admin-
istration to plan and use job-embedded practices. 

Use a variety of job-embedded professional 
development models tied to desired outcomes

#9: The teachers in my school meet as a whole staff to discuss way to improve teaching and 

learning. (Learning Communities)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Learn to conduct staff or team meetings that include •	
a focus on professional learning, sharing, and problem 
solving.
Use celebration and recognition activities during •	
whole school faculty meetings to build a positive and 
collaborative culture within the building.
Use protocols to structure cross-grade or cross-content •	
area conversations during whole school faculty 
meetings to build a collaborative culture among the 
whole faculty.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

7
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#29: We observe each other’s classroom instruction as one way to improve our teaching.  

(Learning Communities)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Involve faculty members in developing appropriate •	
tools to be used during peer observations related to 
priority professional development goals. 
Develop a schedule that provides time for reciprocal •	
peer observations.
Ensure that educators  know how to provide •	
constructive feedback after classroom observations.
Ensure that learning teams know how to support each •	
other’s use of new instructional strategies or curricular 
materials.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

#34: We receive feedback from our colleagues about classroom practices. (Learning Communities)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Develop a trusting school environment where collegial •	
feedback about teaching is valued and expected as a 
routine behavior.
Engage faculty members in a conversation about the •	
purpose and outcomes of peer observations.
Ensure that peers know how to provide nonevaluative, •	
descriptive feedback to their colleagues.
Have an instructional coach model how to provide •	
effective feedback.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4
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#56: Teachers examine student work with each other. (Learning Communities)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Build the principal’s and school improvement team •	
members’ knowledge and skills concerning strategies 
for examining student work.
Have an instructional coach help teachers use •	
protocols to examine student work.
Build analysis of student work into the continuous •	
improvement process.
Collect protocols that focus on examining student •	
work.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

#18: Our principal is committed to providing teachers with opportunities to improve instruction 

(e.g. observations, feedback, collaborating with colleagues). (Leadership)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Secure the principal’s commitment to building his/•	
her knowledge and use of job-embedded professional 
development strategies.
Have the principal review and suggest job-embedded •	
strategies teachers can use if learning teams create 
their own professional learning goals.
Secure an instructional coach to work with grade-level •	
or content-area teams in job-embedded professional 
development.
Build a school culture that focuses on continuously •	
improving classroom practices rather than on the 
status quo.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4
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#2: Fellow teachers, trainers, facilitators, and/or consultants are available to help us implement 
new instructional practices at our school.  (Resources)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Build the principal’s and school improvement teams’ •	
knowledge and skills about the change process in 
order to support faculty members.
Have an instructional coach work with administrators •	
and faculty members on implementing new 
instructional practices.
Develop the principal’s and school improvement team •	
members’ knowledge and understanding of job-
embedded professional development.
Have school teams attend a Professional Development •	
Leadership Academy to learn about planning and 
supporting effective professional development. 
(Academies are offered through the Arizona 
Department of Education).

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

#19: Substitutes are available to cover our classes when we observe each other’s classes or 
engage in other professional development opportunities.  (Resources)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Hire substitutes to allow educators to observe in one •	
another’s classrooms or meet in grade-level or content-
area teams.
Collect strategies for ways to reconfigure schedules •	
to allow educators time for classroom observations or 
job-embedded work.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4



©  National Staff Development Council   l   www.nsdc.org   l   800-727-7288 	 36

Using the SAI to build a comprehensive Professional development plan

#50: Teachers analyze classroom data with each other to improve student learning. (Data-Driven)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Develop administrators’ and teachers’ capacity to •	
analyze classroom data and revise instructional 
practices to meet student needs.
Have an instructional coach help teachers analyze •	
classroom data.
Collect protocols for analyzing student work and •	
share them at whole school faculty meetings.
Model how to analyze student work during a whole •	
school faculty meeting.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

#15: At our school, teacher learning is supported through a combination of strategies (e.g. 
workshops, peer coaching, study groups, joint planning of lessons, and examination of student 
work). (Design)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Build the principal’s and team leaders’ knowledge •	
about job-embedded professional development.
Have an instructional coach work with grade-level or •	
content-area teams to use job-embedded professional 
development. 
Attend a Professional Development Leadership •	
Academy to learn about planning and supporting 
effective professional development. (Academies 
are offered through the Arizona Department of 
Education.)
Visit other schools that are using a variety of •	
professional development strategies.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4
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#42: At my school, teachers learn through a variety of methods (e.g. hands-on activities, 
discussion, dialogue, writing, demonstrations, practice with feedback, group problem solving).  
(Learning)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Build the principal’s knowledge about job-embedded •	
professional development.
Develop team leaders’ knowledge of job-embedded •	
professional development and support strategies 
within grade levels or content areas.
Create a teacher resource center that includes •	
information about collaborative, job-embedded 
professional development.
Have an instructional coach work with grade-level or •	
content-area teams to use job-embedded professional 
development. 

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

#53: At our school, teachers can choose the types of professional development they receive (e.g. 
study group, action research, observations).  (Learning)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Provide time for learning teams to develop specific, •	
results-driven professional development goals for the 
team that are based on an analysis of student data.
Help learning teams plan their own professional •	
development, including a variety of strategies.
Create a teacher resource center that includes •	
information about collaborative, job-embedded 
professional development

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4
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#28: Our school’s teaching and learning goals depend on staff’s ability to work well together.   
(Collaboration)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Develop the faculty’s collaboration skills so staff can •	
use job-embedded strategies effectively.
Have an instructional coach work with grade-level •	
and content-area teams to develop collaboration skills. 
Audit the school’s culture to determine the current •	
level of collaboration among staff members.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4
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Articles

	 Cushman, K. (1996, November). Looking 
collaboratively at student work: An essential toolkit. 
Horace, 13(2), 1-12.
	 Jolly, A. (2008, Nov./Dec). The evolution of a 
professional learning team. Tools for Schools, 12(2), 
1-3.
	 Lock, K. (2006, Oct.). Dear colleague — please 
come for a visit. T3, 2(2), 1-5.
	 Richardson, J. (2005, Sept.). NSDC tool: 
Expanding your vision of professional development. 
The Learning Principal, 1(1), 4-5.
	 Richardson, J. (2001, Feb./March). Group 
wise: Strategies for examining student work together. 
Tools for Schools, 4(4), 1-2. 
	 Richardson, J. (2001, Aug./Sept.). Learning 
teams: When teachers work together, knowledge and 
rapport grow. Tools for Schools, 5(1), 1-2.
	 Richardson, J. (2001, Oct./Nov.). Seeing 
through new eyes: Walk-throughs offer new way to 
view schools. Tools for Schools, 5(2), 1-2. 
	 Roy, P. (2007, Oct.). The implementation 
imperative. The Learning Principal, 3(2), 3. 
	 Roy, P. (2005, Sept.). Different needs require 
different designs. The Learning Principal, 1(1), 3. 
	 Wagner, C. & Masden-Copas, P. (2002, 
Summer). An audit of the culture begins with two 

For more information about job-embedded professional 
development

handy tools. Journal of Staff Development, 23(3), 42-
53.

Journals

	 Journal of Staff Development. (1999, Summer). 
Theme: Powerful designs: New approaches ignite 
professional learning. Describes job-embedded 
models of professional development.

Books

	 Allen, D. & Blythe, T. (2004). Facilitator’s book 
of questions: Tools for looking together at student and 
teacher work. New York: Teachers College Press. 
	 Bella, N.J. (2004). Reflective analysis of student 
work: Improving teaching through collaboration. 
Thousand Oaks, CA: Corwin Press.
	 Cayuso, E., Fegan, C., & McAlister, D. 
(2004). Designing teacher study groups: A guide for 
success. Gainesville, FL: Maupin House.
	 Diaz-Maggioli, G. (2004). Teacher-centered 
professional development. Alexandria, VA: ASCD.
	 Easton, L. (2008). Powerful designs for 
professional learning. (2nd ed.). Oxford, OH: 
NSDC.
	 Jolly, A. (2008). Team to teach: A facilitator’s 
guide to professional learning teams. Oxford, OH: 
NSDC.
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Establish a clear timeline that is reasonable and 
attainable8

M
any studies have focused on the 
amount of time it takes individuals 
to learn and use new instructional 
strategies at a high level of quality 

in the classroom. The most effective professional 
development occurs over a period of several years in 
order to support teachers’ use of the new strategies or 
curriculum. Depending on how different new prac-
tices are from current practices, teachers and princi-
pals may take two to three years to use new strategies 
consistently and with high quality. A number of 
activities occur during this period. Educators need: 

To develop knowledge about the new practices •	

through training, online or traditional courses, 
study groups, or other means;
Time to develop lessons, collect necessary mate-•	
rials, and gather or create curriculum units. 
Support to use the new strategies with students, •	
problem-solve barriers to implementation, and 
examine student work to determine the effect on 
student learning. 

Ongoing support and assistance are critical. Support 
can come from peers working in learning teams, 
from study groups, or from an instructional coach. 
Leaders adjust support based on formative evalua-
tions of professional development.
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#5: We have opportunities to practice new skills gained during staff development. (Learning)  

% of school 
responses

composite 
scores

next steps

Never              0% 

_____%

Needs 

attention

Support teachers as they practice new classroom •	
strategies or curriculum materials by providing an 
instructional coach, an external expert, or a consultant.
Ask learning teams to log their use of new practices or •	
programs and to submit those logs quarterly along with 
a list of specific supports they need to implement the 
new practices.
Identify specific classroom practices learning teams •	
will focus on, and create a plan of how to support each 
member’s use of those new practices in the classroom.
Clearly describe new practices in operation. Find or •	
create Innovation Configuration maps for the desired 
classroom practices.

Seldom             0%      

Sometimes      12%

Frequently      70% _____%
Progressing

Always             18% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

#57: When we adopt school improvement initiatives, we stay with them long enough to see if 
changes in instructional practice and student performance occur. (Design)  

% of school 
responses

composite 
scores

next steps

Never              0% 

_____%

Needs 

attention

Provide opportunities for teachers to learn about •	
new instructional strategies, and provide support for 
implementing those strategies over two to three years.
Develop administrator and school improvement team •	
knowledge of the change process and how to provide 
ongoing support and assistance.
Work with regional agencies or state departments to •	
create Innovation Configuration maps that describe 
high-quality implementation of new practices or 
programs.
Monitor progress and use of new instructional •	
strategies using nonevaluative walk-throughs or 
Innovation Configuration maps.

Seldom            0%      

Sometimes       33%

Frequently       64% _____%
Progressing

Always             3% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4
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#16: We receive support implementing new skills until they become a natural part of 
instruction. (Learning)  

% of school 
responses

composite 
scores

next steps

Never                0% 

_____%
Needs 

attention

Secure an instructional coach to conduct classroom •	
demonstration lessons, observations, and feedback on 
new skills. 
Develop coaching skills among learning team •	
members.
Create a timeline for using new strategies that extends •	
over two to three years, and provide materials and 
ongoing support for new strategies.
Collect strategies that provide teachers with ongoing •	
support for using new classroom practices, such as the 
Concerns-Based Adoption Model (CBAM).

Seldom             9%      

Sometimes      58%

Frequently      27% _____%
Progressing

Always              6% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

#23: My school structures time for teachers to work together to enhance student learning. 
(Collaboration)  

% of school 
responses

composite 
scores

next steps

Never                0% 

_____%
Needs 

attention

Reconfigure work schedules so staff members have •	
uninterrupted time to work collaboratively to build 
and use instructional skills. 
Ensure that learning teams use their time to support •	
each member’s use of new practices, problem solve 
barriers to implementation, and examine student 
work for evidence of professional learning’s impact on 
student achievement.

Seldom             6%      

Sometimes      48%

Frequently       45% _____%
Progressing

Always              0% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4
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Articles

	 Killion, J. & Harrison, C. (2007, April). 
Selecting coaches. The Learning System, 2(7), 1, 6-7. 
	 Mizell, H. (2007, April). ‘Letting go’ is 
essential for growth. The Learning System, 2(7), 2.
	 Mizell, H. (2009, Dec./Jan.). Administrators’ 
role is to shift some responsibilities to school teams. 
The Learning System, 4(4), 2.
	 National Staff Development Council. (2007, 
March). Strategies for finding time. The Learning 
System, 2(6), 4-5. 
	 Richardson, J. (2007, March). Bargaining 
time: Union contract spells out how and when 
professional learning will happen. The Learning 
System, 2(6), 1, 6-7.
	 Roy, P. (2005, Nov.). Understanding change 
process key to changing practice. The Learning 
System, 1(3), 3.
	 Roy, P. (2007, May). An uncomfortable reality. 
The Learning System, 2(8), 3.
	 Roy, P. (2007, Sept.). Boost the learning power 
of school-based staff: Innovation Configuration 
maps guide the way. The Learning System, 3(1), 1, 
6-7.
	 Roy, P. (2008, Sept.). Your choice: Minor 
course corrections or getting lost? The Learning 
Principal, 4(1), 3.
	 Roy, P. (2009, Dec./Jan.). Focused, job-

embedded learning leads to quality teaching. The 
Learning System, 4(4), 3.
	 Schlechty, P. (2006, Nov.). On the frontier of 
school reform with trailblazers, pioneers, and settlers. 
The Learning System, 2(3), 1, 6-7. 
	 Von Frank, V. (2008, Nov.). The gift of time: 
Schools get creative to carve out collaborative time 
for teachers. The Learning Principal, 4(3), 1, 6-7.
	 Von Frank, V. (2009, Dec./Jan.). District-level 
professional learning builds a framework of support. 
The Learning System, 4(4), 1, 6-7.

Books

	 Hall, G. & Hord. S. (2005). Implementing 
change: Patterns, principles, and potholes. Boston, 
MA: Allyn & Bacon.
	 Hord, S., Rutherford, W., Huling-Austin, L., 
& Hall, G. (2006). Taking charge of change. Austin, 
TX: SEDL.
	 Fullan, M. (2004). Leadership & sustainability: 
System thinkers in action. Thousand Oaks, CA: 
Corwin Press. 
	 Fullan, M. (2007). The new meaning of 
educational change. (4th ed.). New York: Teachers 
College Press. 
	 Von Frank, V. (Ed.). (2008). Finding time for 
professional learning. Oxford, OH: National Staff 
Development Council. 

For more information about a reasonable and attainable 
timeframe for change
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Include an evaluation plan to measure the impact 
of professional development

R
esults-driven professional development 
requires that leaders systematically evalu-
ate programs to determine whether the 
intended results have been achieved. Say, 

for example, the district sets a student learning goal of 
increasing reading comprehension scores and a profes-
sional development goal of increasing teachers’ use of 
differentiated instruction during reading instruction. 
A results-based evaluation would determine whether 
teachers are implementing differentiated instruc-
tion with quality and then would determine whether 
student reading comprehension improved. A quality 
evaluation plan includes five levels, as described by 
Thomas Guskey (2000). Information from each level 
informs us whether the group of educators is ready to 
move to the next stage of development. For example, 
if the organization is not providing appropriate 
support (Level 3), most educators will not have the 
resources they need to implement new strategies in 
the classroom. It would, therefore, be inappropriate to 
expect classroom implementation. 

Level 1: Initial participant reaction. 

	 How did participants react to initial training 
or information? This level is accomplished using the 
standard one-page evaluation form provided at most 
workshops.

Level 2: Participant learning. 

	 Did participants learn anything? This level 
is accomplished by examining activities conducted 

during professional development or pre- and post-
assessments or interviews, and by collecting evidence 
that educators learned the new material.

Level 3: Organizational support. 

	 Has the organization made changes to sup-
port the use of the new strategies? Research on 
change has shown that many initiatives are not fully 
implemented because educators do not have the 
time, materials, resources, or support necessary to 
make the change. This level is accomplished when 
evidence can demonstrate that appropriate and prop-
er levels of support were provided. Evidence might 
be documents showing the support, such as a list of 
materials provided or a schedule that was adjusted to 
provide meeting time. For example, aligning lessons 
to content standards requires both time and support 
from colleagues; if either of those factors is missing, 
implementation of new content standards within 
lessons will likely not occur.

Level 4: Participant use of new 

classroom practices. 

	 Are any teachers using the new strategies and 
are any using the new strategies with high fidelity? 
This level is accomplished by collecting evidence of 
high-quality implementation in the classroom. An 
evaluation at this level requires a clear description 
of what high-quality implementation looks like and 
sounds like. Evidence can be collected through walk-
throughs, classroom observations, or peer observation. 

9
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Level 5: Student impact. 

	 Have student learning goals been accom-
plished? This level is accomplished with evidence of 
improved student learning. However, Guskey asserts 
that the final level of evaluating professional develop-
ment’s effect on student learning can be conducted 
only after Levels 1-4 are completed. Effectively eval-
uating professional development requires evidence 
that desired practices were implemented so that new 
practices can be linked to changes in student learn-

#26: Teachers at our school determine the effectiveness of our professional development by 
using data on student improvement. (Data-Driven)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Hire an evaluation specialist to help the school write •	
a professional development evaluation plan at each of 
Guskey’s five levels described above.
Ensure that teachers have implemented the new •	
practices before expecting student learning gains.
Develop common student assessments for each grade •	
level. Use the results of the interim assessments to 
determine whether student learning is progressing as 
expected.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

ing. A common evaluation practice is to start a new 
program and then check at the end of the year to 
determine whether student learning has increased. 
Without evidence that new practices were imple-
mented, this kind of linkage to results is invalid. 

Reference

	 Guskey, T. (2000). Evaluating professional devel-
opment. Thousand Oaks, CA: Corwin Press. 
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#3: We design evaluations of our professional development activities prior to the professional 
development program or set of activities. (Evaluation)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%
Needs 

attention

Understand and be ready to collect appropriate data •	
for each of the five levels of the evaluation.
Develop a Theory of Change for each professional •	
development goal as part of the evaluation.
Hire an evaluation specialist to help write a plan to evalu-•	
ate professional development at each of the five levels.
Develop a classroom observation tool specifically •	
related to a key professional development goal to 
determine current classroom practices.
Use the KASAB framework (Killion, 2003) to •	
outline the knowledge, attitudes, skills, aspirations, 
and behaviors that teachers need to gain through 
professional development. Share this description with 
staff and use it to collect evaluation data.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

#13: We use several sources to evaluate the effectiveness of our professional development on 
student learning (e.g. classroom observations, teacher surveys, conversations with principals or 
coaches. (Evaluation)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Understand and be ready to collect appropriate data •	
for each of the five levels in the evaluation model.
Hire an evaluation specialist to help write a •	
professional development evaluation plan at each of 
Guskey’s five levels.
Develop Innovation Configuration maps for priority •	
initiatives and use them for Level 4 evaluations.
Collect classroom observation forms and teacher sur-•	
veys related to priority professional development goals.
Learn to use the Stages of Concern survey to •	
determine ways to support teachers’ use of new 
practices.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4



©  National Staff Development Council   l   www.nsdc.org   l   800-727-7288 	 47

Using the SAI to build a comprehensive Professional development plan

#20: We set aside time to discuss what we learned from our professional development 
experiences. (Evaluation)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

Provide regular opportunities for staff to reflect on •	
their use of new strategies, identify barriers and 
supports, and mark progress in using new practices in 
the classroom.
Set aside time to routinely reflect on the benefits and •	
challenges of using new classroom practices. Gather 
information about the quantity and quality of use of 
new classroom strategies through a log or by using 
Innovation Configuration maps.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4

#51: We use students’ classroom performance to assess the success of teachers’ professional 
development experiences. (Evaluation)  

% of school 
responses

composite 
scores

next steps

Never             ____% 

_____%

Needs 

attention

In learning teams, routinely examine student work •	
for evidence of improvement in student learning as a 
result of using new instructional practices or curricular 
materials.
Collect and share protocols that focus on examining •	
student work.
Develop common student assessments that all •	
students in a grade level complete. Use the interim 
assessment results throughout the school year to 
determine whether student learning is progressing as 
expected.

Seldom          ____%      

Sometimes   ____%

Frequently    ____% _____%
Progressing

Always           ____% _____%
Skilled

Question average:

Never = 0; Seldom = 1; Sometimes = 2; Frequently = 3; Always = 4
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Articles

	 Champion, R. (2002, Fall). Map out evalua-
tion goals: A master plan can guide you down the 
rocky path of evaluation. Journal of Staff Develop-
ment, 23(4), 78-79. 
	 Champion, R. (2006, Spring). Research-based 
tool gauges actual use of a new approach. JSD, 
27(2), 60-61.
	 Guskey, T. (2005, Winter). Taking a second 
look. JSD, 26(1), 10-18.
	 Killion, J. (2007, Sept.). Evaluation without 
trepidation. T3, 3(1), 7-8.
	 Killion, J. (2003, Fall). 8 smooth steps: Solid 
footwork makes evaluation of staff development 
programs a song. JSD, 24(4), 14-26.
	 Richardson, J. (2001, Oct./Nov.). Seeing 
through new eyes: Walk-throughs offer new way to 
view schools. Tools for Schools, 5(2), 1-2.
	 Richardson, J. (2004, Oct./Nov.). Taking mea-
sure: Innovation Configurations gauge the progress 
of a new initiative. Tools for Schools, 8(2), 1-2.
	 Roy, P. (2006, May). It has to be about student 

For more information about evaluating professional 
development

learning. The Learning System, 1(8), 3.
	 Roy, P. (2007, Sept.). Boost the learning power 
of school-based staff: Innovation Configuration maps 
guide the way. The Learning System, 3(1), 1, 6-7. 
	 Roy, P. (2007, Sept.). Make staff development 
pay off. The Learning System, 3(1), 3.
	 Sparks, D. (2002, March). Wishful thinking 
and other barriers to improvement. Results, 2.

Journals

	 JSD. (2003, Fall). Theme: Evaluation of profes-
sional development.
	 JSD. (2008, Fall). Theme: Examining evidence; 
a variety of data can be used to evaluate professional 
development. 

Books

	 Guskey, T. (2000). Evaluating professional devel-
opment. Thousand Oaks, CA: Corwin Press.
	 Killion, J. (2008). Assessing impact: Evaluating 
staff development. (2nd ed.). Thousand Oaks, CA: 
Corwin Press. 
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Summary of SAI results

Component 2: Multiple sources of student data

#12 Needs attention: _____    Progressing: _____  Skilled: ______

#50 Needs attention: _____    Progressing: _____  Skilled: ______

Component 3: Multiple sources of educator data

#30 Needs attention: _____    Progressing: _____  Skilled: ______

#39 Needs attention: _____    Progressing: _____  Skilled: ______

#50 Needs attention: _____    Progressing: _____  Skilled: ______

#52 Needs attention: _____    Progressing: _____  Skilled: ______

Component 4: Student learning goals from data analysis

#22 Needs attention: _____    Progressing: _____  Skilled: ______

Component 5: Educator goals align with student goals

#22 Needs attention: _____    Progressing: _____  Skilled: ______

#10 Needs attention: _____    Progressing: _____  Skilled: ______

Component 6: Research-based evidence

#4 Needs attention: _____    Progressing: _____  Skilled: ______

#14 Needs attention: _____    Progressing: _____  Skilled: ______

#21 Needs attention: _____    Progressing: _____  Skilled: ______

#36 Needs attention: _____    Progressing: _____  Skilled: ______

#41 Needs attention: _____    Progressing: _____  Skilled: ______

Needs attention = Never + Seldom + Sometimes          Progressing = Frequently          Skilled = Always
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Component 7: Job-embedded professional development 

#9 Needs attention: _____   Progressing: _____  Skilled: ______

#29 Needs attention: _____    Progressing: _____  Skilled: ______

#34 Needs attention: _____    Progressing: _____  Skilled: ______

#56 Needs attention: _____    Progressing: _____  Skilled: ______

#18 Needs attention: _____    Progressing: _____  Skilled: ______

#2 Needs attention: _____    Progressing: _____  Skilled: ______

#19 Needs attention: _____    Progressing: _____  Skilled: ______

#50 Needs attention: _____    Progressing: _____  Skilled: ______

#15 Needs attention: _____    Progressing: _____  Skilled: ______

#42 Needs attention: _____    Progressing: _____  Skilled: ______

#53 Needs attention: _____    Progressing: _____  Skilled: ______

#28 Needs attention: _____    Progressing: _____  Skilled: ______

Component 8: Clear timeline

#57 Needs attention: _____ Progressing: _____  Skilled: _____

#5 Needs attention: _____    Progressing: _____  Skilled: ______

#16 Needs attention: _____    Progressing: _____ Skilled: ______

#23 Needs attention: _____    Progressing: _____  Skilled: ______

Component 9:  Measure impact of professional development

#26 Needs attention: _____    Progressing: _____  Skilled: ______

#3 Needs attention: _____    Progressing: _____  Skilled: ______

#13 Needs attention: _____    Progressing: _____  Skilled: ______

#20 Needs attention: _____   Progressing: _____  Skilled: ______

#51 Needs attention: _____    Progressing: _____  Skilled: ______

Needs attention = Never + Seldom + Sometimes          Progressing = Frequently          Skilled = Always


